L S —

M ey

o AT e

iy

TRE PROSLEM o

v

The Deparrmental Order attached as Anvex I established the Office of Re-
sxech aped Imtellipence on Sanoary I, 1848, hot provided that the Omfics “in
entablinhed temporarily for the period Jasuary 1 through February 28, 148"
amk that a final declslon on the pitimate locetion and ormauimtion af that ({B-e
wnnid be made by the Becretary on or before March 1, 140 Thiz paper is
intended to he the basis of recomumendations to the Secretary aa to what the
tlecining whould he,

KPS OM MEXDATION

s reesntgnended @

(1} That the lomatlon of the Olle of Resenreh g0 Intellizctice rematn
unler the Bpecinl Ariistant for Itewenrvh and [ntelligence.

{21 That the {MBev of llewrstrh sud Tutelligence rewail wrEsnized ax at
Prevcat. )

131 That the intelligency research funetions of the Dvision of Awerlcan
Hepmidica anaiven nnd Liglson be teansferred to the Divislon of American
Repulilics Wntefligence.

EACXOBOUND

L A rhronnlogieal atatement of the developuients leading up to the preseac
Ixxue b attuched ns Alnex 11 ang in fnwmatized helow,

Tlr Déjarrtment's Intellizence [egTRIN, upon which was haend the O fednr
1 VML trnnsfer to the Iepartoment of the Rewenech and Annlysie Branch and
the Presentation GDranch of the former OSY, wos nredicated wpon the extab-
helsient under & Speeial Asmixtatt to the Secretary of a singive prEanizalion
winth wonlil “be responallle fur the collection, evaluntion nnd disanination of
all mfornmtion rezapbme forcizn nntione ™ The Bewretury spevitoally appreved
the eredtion of such an arganiation,

o dine uf the =tnted obectives of the Departiient i thus centrallzing it in-
felzemey aelivitien was fi ~free the uperating oflices of the intelligeney fune-
i il Flus vedivve thens of 5 very conxidernlir burden™. Tiix was to be une
!t SR atepe G e pevrzmnization of the Depariment to meet itx exanding
sl dition,™

ETh laet gquoted stigement was contrited in 0 press relense Ly the Aetiog
SUrretnty. onntocing e appointwent of o special nasistunt for esenrch aml
Inteltleemme,  The prows petwise ol siafed

“There wlil uleo e tronsfermed to the permanent offives, under (lbe Spechti
Anaiatanc's) direcetion, apprapriate units alresdy exlating within the present
structare of the Lepartioeat of Stace,™

S Upen tnktng aitice the Npeclut Asslatant for Kesearch and Inrelligeac: was
irectanl Ly the Meting Secreinty to conduct 8 Mfvey of GOS8 ungd Demirtoncural
wetivitees, ib ordes to nrckye at o program which would

“Coardinaty the unire wilsn DSS which we wish to retein nud the units (21
Ll Deparoment of Suite nuw paccicipating Io ntelligence actiritics, zo that, by
Junuary 1, oy intelligence Activitles within the Departorent swill be nnder yuur
GWI CORLrp] o e

BTl tluaeti - further styted

T he wtepe el §obave directest In this memorandun wili have e eflect of
uaiting aint consulidyting the jutelligence ectivities of this Departownt.

T Net watil October 27, 1045, was Uere evidence of a differvies of optnion
WHan e Dsteetieen: nx 1o the nethnd of veeanizing lee insellisence nrotivities,
At bt teue unl un e verad FUBAEA DT oernaons, the Propo] ag been inesdce

Lhat-the best way of squippir the functionsi aad peogTaphic offoes to meet their
”upmuwmw;mun-mmotthmmnmtmﬁmnbm 4
:ouurummrfotaa:xlhmhndmn;;un.towtomt.hnlnmum i
research work thefr respactive zrsas o Delds.
&Mmmmmmmmuuummm
mummurmmh&mmmngmn Thare wre, bow
over, varoms opinioms regar, wxtast 10 which research fonctious as-
-wb,mnmmmnb.‘mumnnmmmhhumuﬂ-
xopg shenid be caatraiised,

Ausistast for
2 uaugmdu'tnmduunl-tht-h-mby the Geogruphic
DMEsorsndom attacked as Ausex IV. Briefly, that
proposai wammwmmﬂamonudm Inteditgence
divisions and distribate it of tham to the goographic offcey, aubetituting for
Omu%dlmuhhmnm'mm%m: R
(-)ﬁmmtu maintate standunds of resestel soalysis through-

Departmen

{3) To formnlate, 11 coneulistion with [vogTaplic offeas, & Departuienia)
mnfmh&mmmuwﬂmmmmt-mmﬁm

{¢) To organlm ard suparvies tooperative projects in research cutting
Retom the loey of the geographic vfices.

{4} To maintaln ldmrnl ciaring mﬂ‘mmmmmwt. log re-
search studies prepand or planned aaywhers

() To maiatain Miiscm with other agencies of the Governpment, and with
prirate institntions, for the parposs of wtilisicg all possible rasearch re-
BOUTTeR Lo tmeet the Department's needs.

() To conduct spucialised ressarch on sconomie or other techinieal sub-
Jectz
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: 1. The first argument for aeparating the intelligence function completely trom |
L t aperntiog and pollcy foactions is one of principle, Inteiligence research is fact ;
o finding. It requires independence and integrity of judgment, perspective and cb- |
L Jectivity——qualities that rhrive only in the most favorable enrironment. '

' 2. Beparation of the fast finder from {nvolvement In policies and objectives i3

not only a firm amt tima-bhonored doctrine of those orgunizations haring most
rxperience in the conaclous parsnit of intellizence work--the Armed Forees of
this and other aations; it Is aiso randamentrl in our institutions of government,
The ndministration of jatice depends oo fxct Boding devices, supported by a

t complex of ritles and prrctives (such as thote gorerning the selection and fune.
tioning of juries)} which niin tn prevent the fact finders from the Lnfnence, con-
«rinng or anconsclowy, of policy, prefcdlce or 2oy Interest in the result of the tuct-
finding provess. . .

3. L cases where the fnct fnder bas additioual funetlons, as with the ~quity
judge, the law demands ¢ rigid separstion of the functions and a ciear szntement
of the determinationa of fct, end provides an impartial review of the ndings on
appenl. In modern sdministrative law, the most serious and controversial lssues
turn on the ored for pritecting {and the great difficnlty of protecting} the fact
Dicler from the blas, g Ity cious, that from commitments to
policy or wn interest (o rbhlectiven.

4. Students of govern . pent bave frequently dealt with this sublect. The danger
of combiniog resexrch jonctions with operational and policy functions was dis-
cuseed by Walter Lippmann Jong ago, in his Poblic Opinlon, and the following

3 conciosion was stated: .
X “The opiy tostitutiona! pafeguard iz to separate ax sbeolutely uy it in poasible
ty do 30 the staiT which investigates. The two should be parasllel but gquile
distinet bodles of men, recreated differently, pald [f possible from separate tunds,
reaponsible to differsnl heads, intrinsically unintersated in ench other’s personal
sticcess.” .

5. o Enginnd the Co nmittee ou Miulsters’ Powers, n ity comnprehensive repart
publisihed shortly befor: the war, arrived at the same genernl concluston and Inid
#reat streds oh the nene far indspendent tact finding. The committes argued that

2 high-minded mon coold make an Dmpartiai determination in the face of & &
pecuniary interest but that be conld rarely do 9o in the face of a sincere convier
don on policy.

0. During the recent agitation for a centrsl loter-deparimental Intsiligence
agency, it was froqoestly stated that an independent, nondeprrtmental lotelll-
£Ynee orpanization is required hecanss the departments sre a0t impartisl reporters
of facts bot are iaflsenced. by iheir individual sbjectives and policien, and tend
to report or withbold information, to hasize or & haxize it, acenrding fo
whetber it doss er dots Bot serve deprtmentsl purposes,

7. Whather that charpe be valid or not, It is submitied that Independence of

abd sa usbisssd spproach to facts will be more Hkely, srcording to -
Coamon experfsmce, If the intallizence unit confines itself to the Ioteliizence
function and jn directad by officars who aico confing thetmsslves to that functios.

4 Independant of thought sne aa mnblased approwch to facts sre not qualities
that an ergznization acquires marely by willing to have themr Eved In & group
devoted wholly to factual research, the speciaiist will tend to ovetrale the Im-
portzoee of his owa sdhject, te get commitied to cooclusions, and to scqulre
preferences, prajodices, and doctrines. Te combat and neutrulize those ten-
dencies la & function of supervision, & continuing function that must be per
formed day o amd day out. by whatever organizationsl devices sre appropriate,
intlodiag estabilshment of work priorities. allocation of personnel to gpecific
taska, and provislom of adequats means for review of studies and reports for
objectivity, prrwpective, and balance, a3 well a3 factual content. Effective super-
vislon along those lives wonld be lmpossible in an organization bruken ap atkl
divided among fowr of WOTE MPRrale oo,

¥. That leads to the next argum-nt which is that the geapraphic oHices are
not qualified by tralning of experience to operste ot superrise intellipetice re-
search work.  Buparvision of resesrch on any sckle !s e professional job. Cn
the scale required to meet this Department's needs It is a professtonal jub for
a_hixbly skilled owpervisory orgenizstion, and not merelyr for an individaai
The geographic Intellizence Diviglons are oot self-contained winits thil can be
shifted around is the Department without Umpalring thelr effectiveness. Ther
are directed from the oftce of the Director of ORI, which passes nb their work
before it comen oat, Uex the severs] dlvisions together. insures thut ail Appro-
priste rwgional and functionsl specialists bave contribute! to the resatt, and
in general performas the fusnctions of mansgement. The geugrapbic uoflices are
nat eqnipped, sn-l cannot equin themselves, 1o perform those Ninctions

10. But sven arsuming Lhat resesrch could be supervissd adequately in the
grorraphic offices, and that 1t woutd produce intelligence nnafTected by the poltey
commitiments of those offices, decentralization would still Impair the éffectiveness
of the present organization and be wasteful atd nefiicient.

1. A centralizsed Office can provide specialists on subjects of interest to n
pumber of otfices In the Department, 80 ooe of which could Justify their euiploy-
ment In its imividoal research umit, Ceotralized comtrol of pesitions apd of
assiznments of personnc! can axsure that there is no more than n single specialist
or group for each aspect of intelligeoce. With a single resenrch orzanization
Hoan posRible o eatablish and mintain clenr-cut sublles and proeedures fur dis.
tribueion of (ncomdng Intelligence datn and a siofic Hbrars and reference servico—
indexed collections of documenuts, maps, pPhotofraphs, books, ete. With many
wscutiered researck ublts the distribution problem would be excecilngly complex
apd centralization of reference flex woull be [mpracticable,

12 A decentrsiised orgupization would be infexible and atow tu respond to
emergencies, which onder preseut arrabgements are mai by promptly sbiftine
prrsonoel Lo the luont orgent work. The propoanl of the geoiTaphic ofices, recog-
vimng that many Intelligesce problems (if not most of thew) po bryund the
aren or functional responsibility of any one gesgraphic offive, provides fur pn
Office of Research Coordloation whieh, among other dutles. would “orgnaize
and supervise cocperative projects in research cuttiog across the lines of the
geoxraphic offices.™ .

13. But the kind of supervision that 18 required to meet the ohjectives stated
In the proposal of the grographle ofMces {including the establishment and mainte-
nance of standurds of research sod anolysls throughout the Department) Involve
command—day-to-day supervision of the persouncl engamed In researeh and
analysis. It Involves hiring snd fring; determining whnat persoonel will do
what Jobs, what tind and amount of direction they wiil have nnd what checkk
their work will he subjccter] to. Without contml of personnel, the establlah-
tiutit of standariz, the ecordination af o resenrel program, the supervision of
nrojects cutting across geopraphic 1nes could pot be pecfocioed effectively,
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14 An apalysis of the work done on political preblems by ORI and predeces-
sor Leations wounld o ate that {4 one Important respect the typical
prnhcxmbeyondtheutdo:mnomphknhm that seoncinic as well

Dismemberment of

1 objectives and stapdants. Croms<divisional project teams are empiored oa "

larze part of the worr The orgrnization bas am arpric de corps whick ig
conaiderahle factor in ite eMclency, xnd Wwhich hes enabled it to survive the
innumerabls diMenitles of the last six months.

1T. To break up xuch nn organization, 1tpen the assumption that its component
DBATtS would stiil function after dimuemirerment. Is at feast dagperous. Apart
irom loss of eMclency frum other crusen, It Ix beliered that many of the ey
neranned, whom It e been hard to rerain becanwe of comspeting affers of nai-
versity lobs with z bith decree of ecuTity. wonld quit. The oplnion RIONG
then: seems to be uninimons that te tlameniber the organisation would be to
dentroy ir,

18. It ts mpotrtant Ui ot the ixyue be decided prowptly, since the present staty
of suspense hax caumed serious moral probieins. It bas aiso cansed two of the
lest men o the immiediatsr office of ibe Spocial Assistant for Research acd In-
telligence to announce . helr resiznations, effective within the next three months,
i It has setlously lmpatr-d our FeCTULLINE DrORTARL. A coosultant for the Fedetal
I Ueserve Board, ane of .he best Enformed men on Russfan economles, had &

to joln QORI but now refuses to o yo nuntil asxiured that the organization will
H survive ng n wnit. In g sunidar amitian are fonr vety able intelligencs oftlcery

whe lave been or whi- are herng disclinrmed fream the Army, nll of wham bad

nreviously apreed to ooue intn the Depnriment, ar the sncrifice of excitionsily
H ool opportonties In § rivane emplorient, Oue of these men hns aoee heety Jowt
| fur zood, having been .ppuinted to public ufllee In hiz home state, CILL reports
Ut its program for ruerainltg guibfied jandor Feerarch persennivl Iy b u stand-
Ml iwematee 1T ens give no assurance of permanencr of tenure,

W I cousidering “ue immedinte prublene, it shouid he barnc in mind that
setthog up ar adequateir siaffed office of Siueipl Assistant for Researeh and
intelligence nnd puttiog the two rubordinate Oices nad thejr divisions on a
iwriuauent basls are aily the first steps roward the Departuent s Hesper oik
Jectives in the feld ot furelgn inlellizence. The problem of correinting the
Departmental Intelligence organlzation with the estabilshments of the Foreign
Serrice abrond or for dereloping n VeROTING ProgTim te meet the intelligence

4 Beedds of the Depnrling it bave not Fet been touched. No adequate machinery bas
even been et up wirlt'n the Depnrtment for insuriog that the Departwent’s for-
L elgn laformation wil Aow into ORI, No resl progress has been wuade towsrd

coordinating the Depn tieat's intelligence activitics with thowe of otler ngencies,
althoogh that job will now become urgeut by reason of the.creation of the
Cenlral Intelligonce Group.

20. Fortber, atthouzh the nriginal directive to the Speciat Absistent cxlled
for creation uf au Ofrre of Securlty Intelligence (counterintcmnnu}- oo xteps
In thot dicection bayve logn Takeu, Lecstise of surcessfinl pussive resistunce within
5 the Depiuctivent.  As 5 nealt, jn the discussions which nre abaut to begin with

the Ceurral tatetiiger v Gicwupr on the pstwar organization of security intelli-
KeRel the Departoien 1 in the posibion of not Naving studied the problems and
thmrafire e ymer s g 2 Tieirel the matter {a oof pecinl fntormer hecntee ot
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Aitle am LI s regs, Hae secarity aatelligence personnsl {whether X-2 or FBI)
i ML Gnilee NEgre Lepusroanent oo ey,
1 21. This Department oambceessfully advanced s Proposal for ceardimation |
of tureign intelligence etivition under 4 plan that wonld bave given the Ihrparct:
ent & role in forsign intelligence. istent with itz EB Uity far 11

rouduet of foreign wiialre.  Poesibly It 1y fortunate fhat the proponel wasx il X
Acvepled, bicanse a1 this time the Department i not equipped to RBXUme n pri-
uary role in foreign intelligence. 1f, bowever, it iz & sound Propoaition that
the Department of Btate ia the APprupriate coordipating ngency In afl matrers
concerning foreigm affairs, Inel tha of luformntion and the dis-
srminnHon of forsigw Wtelligence {mcet eapecially the information on which
the Preaident takes setion), then the Department shoulid it itrelf 1o assume that
Tule,  In nrder to do that, it must sot 921y preserve an cffective resenrch LTI

filly in the develnpment nf a gavernmentwide inteltigence nrogram and toke lex
1rrojuer share of the respansibilities ander that program,

I 1t 12 subinitted that the proposal to dismember the renenrch organtartiog
it tmweanid in prineiple; that B would resnlt 115 waste and Inefficiency : nned that
it wonld defeat the vbiective of putliug the State Depnrtment in itg proper cule
in foreizn intelligence, ‘

I3. If the prement organization of ORI s to continue, there iz one comiliet
af jurisdictlon within the Department to be ironed ont, viz, between the Divie
*on of American Repuhlis Antlysis and Llaison and tie Division ar Americnn

', Repubilien Intelligence. The former division, under ARA, purports to o inteili-
xviier work felling oithin the description of that assigned tn ORI This nppears
i« to b the only sitcation of It kind within the Department and, in the interet

+ of srderly tion, should be eliml d 1f the present urganization of ORI
T izt cuntinged. .
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